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The project BaMuR equips public authorities, NGOs and SMEs with a toolbox to help cultural and

heritage institutions maintain their consolation role to people in times of crisis.

The resilience of societies and institutions in the Baltic Sea Region was significantly tested during
the COVID pandemic and will face even a greater challenge at the time and after the war in
Ukraine. During the last two years it became apparent that in every country the museums, memory
and cultural institutions have a much bigger role to play in ensuring resilience in the society during
the crises than initially expected.

In the "Baltic Museum Resilience™ project we shall analyse how the cultural and memory
institutions managed and overcame the latest crisis to ensure resilience from three perspectives:
governance, business model and digital sustainability and economic sustainability. Based on the
best practices already implemented, relevant research and peer reviews we shall develop a toolbox
with solutions for the institutions: what and how to do.

The toolbox will help to sustain the institutions but also provides additional resilience
opportunities for the whole society during a crisis - but the principles could also be applied at any
time for improving the organisation's performance and helping to achieve its goals.

The toolbox will be piloted and adopted during the project and made available to all respective
institutions in the BSR. Our main target groups are authorities (responsible for culture and
heritage), NGOs active in the field and SMEs providing innovative services in the area, who will
increase their capacities to lead the change to resilient heritage institutions.
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General statistics and information

11 museums in Lithuania answered the questionnaire: 4 of them as incognito and other 7 were:
Centre for Ethnic Culture and Traditional Crafts of Siauliai district municipality

Samogitian museum ,,Alka‘“

Chocolate museum ,,RUTA*

Curonian tribe historical museum

Siauliai tourism information centre (Balts centre)

Mazeikiai museum

V. Kavaliauskienés cat museum (Siauliy jaunyjy gamtininky centras)

7 museums were from administrative region of Siauliai (Siauliai city and Siauliai county districs,
Akmen¢, Mazeikiai), and one museum from Vilnius, Kaunas, Skuodas and TelS$iai districts.

6 organizations represent state/ national and regional/municipal type, other 5 — private museums.

:= 7 museums focus on preservation and
A Vietos muziejus revitalization of the traditions, customs

® Privatus muziejus iti i

p— and traditional crafts of the region, all

the others thematic are chocolate
history, wooden architecture and
ethnography, cat issues, the values of
telephony technology.

Main characteristics of museums:

® 15 Staff numbers differ: 4 museums have only up to
o> five staff members, each museum has between 10
ez  and 20 employees, two between 10 and 20 and 3

® 30 museums have more than 30 employees.

Annual visitors amount of all museums is almost
190000 (2019 — 188019; 2020 — 187636; 2021 —
138132; 2022 — 246034).

During 2019 approximately about 20000 visitors visit each museum: numbers differ from 1292 to
64460. 2020 number of visitors slightly decrease and reached 18000: numbers differ from 853 to
100000. 2021 due to quarantine and previous restrictions on visits, the number of visits was almost
halved compared to the previous year and the average of visitors at museums reached 12557:
numbers differ from 100 to 65000. During 2022 the numbers increased and reached almost 24000:
numbers differ from 300 to 100000.

Only half of museums stated their income. Income differ from 47436 at 2021 to 95953 at 20109.
2022 income average was 77950. The average of income was 23988 at 2019, 14012 at 2020, 9487
at 2021 and 19487 at 2022.
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° ® 0-5 metus
@ 5-10 mety
Almost half of museums (5) is operating o ;gzz :335
continuously between 25 and 50 years. 2 ® 50+ meiy

museums count more than 50 years of working.
2 of representatives are young ones and operate
only until 5 years. One museum operate between
5 and 10 years and one more between 10 and 25.

Main target groups visiting
the museums are youngsters
and children (including as
part of the children’s school
program), families with
children and tourists (these
wesw  answers were selected by 10

Jaunimas ir vaikai (jskaitant vai_

10 (90,9 %)

Seimos su vaikais 10 (90,9 %)

Visuomeng 9(81.8%)

Specialistai, jskaitant studentus 7 (63,6 %)
Pensininkai 8 (72,7 %)
Atsitiktiniai lankytojai & (727 %)
Turistai

] 2 4 6 8 10

representatives).

90 per cent of visitors are domestic tourist and only 1/10 part is foreigners.

Almost half of visitors come to museums with large group-visits (72,7 proc.)
and only 2 museums have visitors individually (A minority of visitors 18,2
proc.).

The average length of visit in the museum is 70 min. representatives told that the length of visits
differ from 45 min (3 museums) to 90 min (6 museums).

Crisis related information

General overview and the state of play in your museum in 2019. How was your museum doing in
2019 / before Covid? What were the success stories from the last few years? What were your
ambitions and objectives.

increasing the number of visitors (8)

Developing new exhibitions (7)

Internationalisation (5)

Improving research work and scientific effort (3)

Improving cooperation with other museums in the country or region (8)

A digital guide of Vilnius Old Town implementation (1)

Implementation of investment projects to renovate museum buildings and create new
exhibitions (1)

e Do not have an answer (2)
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Specifically for governance and B er27%
bUSIﬂESS m0d6| development Platesnés auditorijos jraukimas 990 %) %)
W|der audlence engagement (9), Grupinio finansavimo ivedimas ir
. . . (arba) plétojimas
introducing new services (8), e B sc27%)
improving cooperation  with Nauiy pasiaugu prstatymas 8 (0%)
stakeholders (8). Other issues Bendradarbiavimo su
- suinteresuotais subjekiais 8 (80 %)
was not mentioned. gerinimas
0 2 4 B H 10 8

Specifically for digital
tente development and
sustainability: increasing

Investiciju | IT didinimas

Muziejy eksponaty

skaitmeninimas 5(71.4%) H =
investments into ICT (4),
E. parody kiiimas 3 (42,9 %) digitisation of museum
) Ne_lu_j_u techn_ologi]u,loki_u kaip artefaCtS (5), developlng
Teaiybe () bandomin proe. e-exhibitions (3),
0 1 2 3 4 5 pllotlng new and

emerging technologies,
such as VR/AR (2). Other solutions were not mentioned.

Specifically for economic sustainability: increasing revenue (8; 80 proc.), decreasing costs (5; 50
proc.).

7. We assume that the crisis period brought along mainly negative effects to your museum and the
ambitions and objectives listed above were often not fulfilled or were postponed. But if the crises
also caused some specific positive effects to your museum, do not forget to highlight them as well.
Please describe the effects of the crisis period (2020-2023). No one answer.

@ Isbai neigiamas
@ daugiausia neigiamas
Siek tiek neigiamas, Siek tiek teigiamas
@ nezinau
@ daugiausia teigiamas

The effects of the crisis period were negative for
all museums: just 2 of them very negative, 8 —

mostly negative and 1 some negative, some © tebateiganas
positive.

e  The official regulations during the crisis have an effect on

nelabai

A ewcw  OFganisation’s day-to-day life: very much so for 5 museums,
**"  quite a lot for 3. For other 3 official regulations made not that
much or a little effect.

9% ¢¢ 2% ¢ 9% ¢y

All representatives of museums explained that “initially”, “at the beginning”, “immediately”, “in
the early days” of the crisis were the first steps taken against it. Few of them added that “the
response was belated, believing that the crisis was short-lived”.

Almost all (8) anticipate new official rules and guidelines “according the recommendations that
circulated” and all “institution have adapted to the current situation” or lead governmental rules
directly without any inner documents.
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9 museums had crisis meetings and other 2 not. 5 museums had an assigned person (organiser of
traditional crafts activities, head of personnel, director and administrator) to keep everyone
informed and other 6 not. No one of museums had to cut back on the number of staff, but 4
museums had to close down operations for approximately “3 months”, “4 months” or direct term
of “2020 03 16 - 06 20; 2021 09 - 2022 07”.

All museums had to close down some part(s) of their operations: “direct contact with visitors
(educational sessions) in line with government guidelines”, “physical visits to the museum were
suspended in accordance with quarantine rules”, “visitor services, presentation of exhibitions and

2 ¢

displays, educational activities”, “the museum had to be closed due to the procedures adopted by

29 ¢

the State to manage the crisis”, “ exchange events to foreign countries and education activities in

2% ¢

the premises”, “Direct service to tourists, organisation of excursions”, “contact education at the

99 ¢¢

museum”, “suspension of the reception of visitors at the museum due to the general situation in
Covid”.

Organisations didn’t invest more on digital services (6) and digital equipment (10), but
organisations (8) provided more digital services. At 8 museums other digital work increase during
the crisis (collections, communications, etc).

7 museums had a a visible change in ticket sales. 9 museums had an effect on their organisation’s
other means of income during the crisis. 4 museums received special government support during
the crisis and other 7 lived on their own. Due to these facts 9 organisations had to rethink some of
its future investments.
The most important effects of the crisis period on museums in general:

e Improved IT skills: have learnt how to work remotely, how to present ourselves and how
to work in virtual space.

e A positive observation, it made rethink the future crisis scenario and prepare themselves
for future hardships.

e The number of visitors and income decreased. Positive impact - visitors missed the museum
and its activities

e The museum was closed in order to keep the number of staff unchanged, the company
suffered financially.

e No more foreign tourists. Low mobility of Lithuanian residents/tourists. Employees have
become more proficient in the use of IT technologies.

o Fewer visitors, less revenue

e Some activities had to be abandoned due to lack of funds.

e Decrease in visitors (decrease in income)

The most important changes their organisation made as a result of the crisis. In general, for the
whole of the museum such ideas were given:

e restoration of building began,

e adjustments to the structural changes, the strategy plan and the marketing plan are being
prepared to adapt to possible changes,

e virtual communication with visitors: virtual exhibitions, educations,

e the museum was closed,

¢ localised rooms have been set up for education and events,
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e distance working,

¢ safe access to the museum,

e prepared new educational activities for schoolchildren,
e conducting distance education programmes.

The explanations of the rationale behind the selection of the changes were:
funding became available,

responding to the consequences of the crisis,

need to keep visitors' attention, remind them of themselves,

to be more accessible to customers,

had been forced by the pandemic,

to ensure the safety of visitors at the Museum,

needed at least a minimum income to continue the work of the museum.

Evaluation of the success of the selected changes:
e changes are underway and employees are positive,
on average,
very successful,
became more proficient in the use of IT, but there is no more live communication,
more visitors after the crisis,
a lot of distance education for students took place.

The difficulties in implementing changes during and after crisis were: finances (3), lack of
equipment, stopping the possibility of working directly with artefacts, lively human interaction,
communication and marketing issues, developing attractive distance education content adapted to
students of different ages, abilities.

For governance and business model development such things were estimated: the relationship
between flexibility and people's interest in change; distance working, meetings and briefings via
video applications; more localised events have been reoriented; the situation was very unclear at
the time and the only challenge was to survive.

The explanations of the rationale behind the selection of the changes were: the crisis has forced a
rethink, the need to coordinate activities and processes, economic efficiency and cost savings.

29 (13

Evaluation of the success of the selected changes: “too early to evaluate”, “still opened for

visitors”, “everything was great”.
The difficulties in implementing changes were only economical.

For digital development and sustainability such things were estimated:
e the crisis has forced a rethink,
e more virtual exhibitions and services created,
e it was not chosen to digitise the museum as it is experiential, where you can touch
everything: there was simply no benefit in this,
e minimal expansion due to financial possibilities.
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The explanations of the rationale behind the selection of the changes were based on the need to
work with visitors, to provide a minimum of museum services and remind visitors about the
museum.
Evaluation of the success of the selected changes: “too early to evaluate”, “on average”, “got few
compliments”.
The difficulties in implementing changes were:

¢ the relationship between flexibility and people's interest in change,

e lack of equipment in the museum, the need for visitors to switch to digital content,

o exhibits had to be retrieved from storage, transported, properly photographed and scanned.

For economic sustainability such things were estimated: the crisis has forced us to look at
alternative solutions, distance working, with downtime in the absence of opportunities, prepared
materials, virtual exhibitions remained permanently on the museum website.

The explanations of the rationale behind the selection of the changes were: the crisis has forced us
to look at alternative solutions, to preserve staff and rational use of the institution's resources, to
promote the museum and disseminate the material it holds.

Evaluation of the success of the selected changes: “too early to evaluate”, “don’t know”.

The difficulties in implementing changes were: staff had distance work that was new and have a
lot of discussions.

5 museums worked together with other museums / memory institutions in the change planning and
implementation process. Few of them had consultations on operating principles, internal operating
procedures, etc., other cooperating education programmes with neighboring museums, keep
networking with social partners (regular cooperation).

5 museums thought about, what would they had done differently and the answers sounded like that
“hard to say”, “the situation and how we acted in it was dictated by global changes in the world,
so we acted on them as we did”, “there was no choice to act or manage the crisis differently”, “the
company's responsible approach to the safety of employees and residents, and the government's
approach to crisis management, obliged the museum to close”, “nothing. We did everything that

could be done”, “by opening the museum's doors to visitors earlier” and “I don't know”.

6 museums of their learning experiences and/or shortcomings should in their view be most
important to share with other museums and memory institutions are:

e The team (staff) understands and knows where it is going and why it is doing something.
While working together, a lot can be done.

e By taking activities into virtual space, by working in different exhibition units: indoor
spaces, outdoor exhibitions, etc.

e Each museum is individual and has its own problems to solve, so it is impossible to give
advice to everyone. | think it is necessary to look at each case individually and find the best
solutions for it.

e To be attractive, to offer interesting educational programmes, to cooperate in attracting
local and foreign tourists to museums.
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